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Abstract
This study explores the implementation of IS/IT projects in service-centric organisation.
The study was carried out to conform to the principles of participatory action research.
To undertake the study, a case study is employed. Data is collected from historical
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document examination and the cross referencing of service themes drawn from literature.
Three themes that impact on the implementation of IS/IT in service-centric organisations
emerge as being of particular importance to the implementation of IS/IT projects in
service-centric organisations.
Keywords: IS/IT projects, implementation, service-centricity

1.0 Introduction
1.1 Conception
Despite growing interest among scholars (Paton and McLaughlin, 2008; Spohrer and
Maglio, 2008; Maguire et al., 2012) and managerial practitioners, the notion of ‘service’
remains conceptually opaque (see Sampson, 2012). There are several reasons for this. For
example, service is seen as intangible (Akkermans and Vos, 2003). It also consists of a
series of interrelated processes and actions (Johns 1999), which may sometimes not be
complementary (Ojiako, 2012; Ojiako et al., 2012a). Scholars (Vargo and Lusch, 2008;
Ordanini and Parasuraman, 2011), have also continued to emphasise that there are no
universally acceptable definitions of ‘service’ for practitioners to work with. This opacity
creates considerable challenges when putting forward theory-based propositions for
project implementation within service-centric organisations.
A number of current studies that have sought to put forward such theory-based
propositions of service are limited by their focus on specific service dimensions instead
of recognising their multidimensionality (see Voss, 2003). This situation has created what
may well be regarded as a ‘particularistic’ conception of service where, in effect,
organisations strive to articulate service in constructively simple ways that deliberately
exclude complicating factors that pose implementation challenges.

1.2 Service-centricity
Service-centric organisations are firms that have re-dedicated and re-designed their entire
governance, operational and implementation process models and structures to focus on
service delivery. The rationale is to create the necessary structures that ensure an
organisation has the ability to optimize its service delivery capabilities (Yu and Kittler,
2012). Drawing upon extant project management literature (see McDermott et al., 2001;
Keel et al., 2007),
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suggested that to be able to deliver IS/IT in service-centric organisations, they need not
only to recognise the “complexity of the interactions between the existing systems and
new systems being introduced” (Maguire and Ojiako, 2008; p. 175), but also be able to
“bring the customer’s experience to the forefront of management attention” (p. 188).
Service-centricity represents a recent evolution within the service research
paradigm. It departs from the traditional way of defining services from a systems
perspective by adopting an ideology emphasising scalable agility (Ren and Lyytinen,
2008), and readiness to respond effectively and efficiently to changing customer needs
(Zhao et al. 2007). To achieve this objective, Zhao et al. (2008), suggest that servicecentric organisations emphasise component-based service architectures, implying that
services within an enterprise offering are designed to function independently. The very
characteristics of services make their economic value highly dependent on human factors.
The key therefore is to intensify the need for service enhancements successful utilisation
of project management.
To explore this proposal, we present a case study examining the
implementation of IS/IT projects in service-centric organisations. The study is driven by
recognition of two factors. First, although the notion of service-centricity is well
recognised in service research (Joachim, 2011), and scholars (e.g. Zhao et al. 2007),
argue that an implementation framework emphasising resource utilisation and process
standardisation is at the core of the service-centricity paradigm, we observe that scholars
(Lemon, 2010; Moussa and Touzani, 2010), looking to set the agenda for the wider
service research field appear to have limited interest in project implementation factors,
even though research suggests that successful IS/IT service delivery challenges are best
resolved through project management application (Kerzner, 1987; Pan, 2005). Similarly,
we do not observe an emphasis on the service industry by scholars within project
management, even though that a considerable number (24% according to Scott and
Shepherd, 2002), are major enterprise-wide projects which traditionally have a poor
delivery record. The case study employed focuses on the UK’s National Programme for
IT (NPfIT), one of the most expensive and ambitious IS/IT projects ever conceived in the
public sector. The primary objective of the project was to deliver to the UK’s public
health provider, the National Health Service (NHS), a unified and centrally managed
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electronic base health care record system that will connect over 30,000 health practices
and outlets.
To facilitate the objectives of this study, the remainder of this paper is
structured as follows:-In section two a brief review of ‘service’ literature is presented.
Following this section three outlines the research methodology. Section four presents the
findings and examines how the services imperative possibly impacts on IS/IT project
implementation. Textual analysis unmasks the presence of significant tensions and
interdependencies across various two major themes, specifically ‘service systems design’,
‘project management’ and ‘project politics’ which are discussed in section five. The
paper concludes in section six.

2.0 Service
2.1 The dominance of Service
Service has numerous dimensions (Voss, 2003) and implies, in the broadest of terms, one
receiving benefits from a set of activities carried out by another person (Johns, 1999).
The critical aspect of service is that it is assumed that one will generally be in a position
to procure the service, perhaps from another source or from directly undertaking a series
of specific actions. The ambiguous construction of service implies a multi-dimensional
definition. Scholars such as Voss et al. (2004) for example define service from a cultural
perspective. Conversely, Curran et al. (2003) see service from an attitudinal perspective
including attitudes towards technology for example. The multi-dimensional and
ambiguity surrounding ‘service’ is a valid reason why its definition needs to be
established before being conceived as a vision (Ordanini and Parasuraman, 2011).
While Spohrer and Maglio (2008) from a service innovation perspective have
voiced concerns that companies are still failing to place innovation at the apex of their
service vision, other scholars (Lavikka et al., 2009) emphasize the need to examine a
broader concept of service that transcends disciplinary borders. It is from this broader
perspective that a burgeoning sector in the form of service science has emerged. Service
science (see Spohrer and Maglio, 2008; Maguire, 2010) is naturally interdisciplinary,
being heavily dependent on efficacy at the confluence between customers, IS/IT,
logistics, employees and marketing units (Spohrer and Maglio, 2008). Evidenced by
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substantial strides in the development of technology and IS/IT over the last few years
indicates that service science is being conceived as a discipline that may propel service
delivery beyond its current capacity.
Not all previous IS/IT research will naturally fit the Systems Sciences agenda.
Where IS/IT directly interface with a company’s customers and clients it is crucial that
the correct change, project, and risk management methodologies are used to ensure
service continuity. A number of authors such as Orlikowski and Barley (2001) and
Wainwright and Waring (2004), have viewed IS/IT as more aligned to change
management and organisational behaviour than with technological issues. This was
earlier reinforced by Spanos (2002), who stated that an organisation is basically shaped
by forces that operate together in the context of a competitive environment which are in
“dynamic equilibrium” and reflect a firm's fundamental method of operation, leading to
the accomplishment of a firm's objectives. If the organisation’s information systems fail
to support its organisational systems, the result is a waste of resources, negating the
forces which are needed to achieve its goals. This shows further alignment with the
aforementioned definitions of services science. The important aspect for services science
is that a significant proportion of organisations in advanced economies are running their
businesses in the context of a market economy. They must therefore serve customer
needs better than their competitors for the purpose of business survival. This may be the
lever for historically non-information-oriented organisations to utilise IS/IT to gain a
competitive advantage and improve customer service. At a basic level if a firm’s
customers can obtain similar goods and services at a better price, to a better specification,
or more conveniently elsewhere, then this will affect an organisation’s cash-flow and may
lead to business failure. A competitive advantage is continually sought between
competitors in the same sector.

In general, the desire is to create a much closer

relationship between the manufacturer and customers, leading to a new level of
expectations in service, and a further shift in emphasis away from the physical product,
toward service delivery.

2.2 Service and IS/IT
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Information Systems and Information Technology (IS/IT) is a core competitive and
strategic competency for most organisations (Bendoly et al., 2009). Evidence of the
importance of IS/IT exploitation in the enhancement of service is re-emphasized by Zhou
et al. (2010) and Bardhan et al. (2010) who identify the pervasive nature of technology as
forming an envelope that encompasses the entire service agenda. Our interest on the
question of what possible impact the services imperative has on the success of IS/IT
projects being implemented within service-centric organisations cannot therefore be
explored outside the context of what the real value of IS/IT is to organisations (see Ojiako
et al., 2012a), especially when very significant costs are associated with the
implementation of IS/IT projects, which appear to continue to grow exponentially.
According to Carr (2003), IS/IT budgets in most companies have grown from about 5%
of the overall capital expenditure of firms (in 1956), to over half of overall capital
expenditure (by 2000). Concerns about the escalating cost of IS/IT have led scholars
(Grover and Ramanlal, 1999; Carr, 2003, 2005) to question the value of the overall
benefit of IS/IT, inferring that the perceived value of IS/IT may in fact be at best
‘overstated’. This is especially prominent in service environment where (i) IS/IT does not
represent a ‘unique’ commodity in the possession of only a few organisations and (ii)
where a perceived overemphasis of IS/IT may degrade the customers service experience.

2.3 IS/IT projects in service-centric organisations
The strategic importance of service has driven considerable research interest into how its
implementation can be achieved (Bygstad and Lanestedt, 2009; Dominguez-Péry et al.,
2012). From a burgeoning research agenda, scholars (Spohrer et al., 2007; Spohrer and
Maglio, 2008) argue that opportunities to create a new ‘discipline’ in service science, has
emerged. There is however some scepticism about this new discipline. For example,
Grandison and Thomas (2008) claim that a new discipline will create tensions between
relatively abstract concepts such as culture, and the demands for technological standards.
In fact, some commentators such as Maguire (2010; p. 1) suggested that the concept may
just be “old wine in new bottles”.
After an eighteen month study program by Ostrom et al. (2010), identified
interdisciplinary research priorities for service research, leading to the identification of
UKAIS
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ten concerns. One such concern was the need to examine ways of implementing IS/IT
projects that leverages technology functionality in a way that enhances service delivery
capability. Such studies are however challenged by a number of factors. First, from the
plethora of research in this area (Gopal et al. 2011; Jarvenpaa and Keating 2011), confirm
that a concise understanding of the technological, human, and organisational factors that
impact on IS/IT project implementation in service-centric organisations is yet to be
agreed. This implies that specific variables that may measure whether service is actually
being delivered to the satisfaction ease and perceived usefulness of customers remains
elusive, even though studies by Venkatesh and Bala (2008), have addressed the notion of
the perceived usefulness of technology.
Numerous IS/IT projects, about 24% (see Scott and Shepherd, 2002), in servicecentric organisations are major enterprise-wide projects. Typically, such projects are
more easily conceived, than implemented (Maguire, 2007; Zhao et al., 2008), and have
been associated with a dismal record of failure for several reasons including poor project
conceptualisation (Carver and Jackson, 2006) and politics (Pinto, 2000). Being
fundamental to organisations (Mintzberg, 1985), politics is generally accepted to be
experienced within projects. It then implies that majority of projects that fail may do so
because of the considerable dynamics between organisational factors (such as cultural
dynamics), that exist in firms. Additionally, we posit that irrespective of numerous
studies that identify and rank the criticality of success factors in IS/IT project
implementation in service-centric organisations, the mere fact that these factors are
critical, makes it unwise to propose that the criticality of success factors are generic or
even implied to be so, nor that they can be universally applied across the board, simply
because of the reality that each project is unique. We argue that because of the
interdisciplinary nature of service, there is considerable opportunity for ‘project
management’ within service; however, the service imperative appears silent on
implementation. Based on the forgoing review, and utilising the notion of ‘what are the
key issues’ (see Stuart et al., 2002; p. 422), we propose the research question;


What are the key factors that impact on the success of IS/IT projects being
implemented within service-centric organisations?
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3.0 Research Method
3.1 The case study
Case studies emphasise a high level of contextualisation of real life events (Eisenhardt,
1989). As a research method, case studies enable the harmonisation of possible
boundaries that may exist between theory and practice (Gummesson, 1994). Case study
research has been utilised in studies examining IS/IT service delivery and implementation
(see for example Benbasat et al., 1987; Cavaye, 1996), leading us to adopt a five stage
case research framework earlier proposed by Stuart et al. (2002).
The study focused on UK’s National Programme for IT (NPfIT). The NPfIT
included the development of national electronic bookings, prescriptions and patient
records systems relying on a central data ‘spine’, a high-speed network and upgraded
Patient Administration Systems (Pas) and clinical software in hospitals across the United
Kingdom. The challenges facing the project were on an unprecedented scale, with overall
health policy shifts on top of technical and logistical issues. The cultural issues of
deploying new systems that users may be comfortable with were also significant.
Initially, NPfIT was given a budget of £2.3 billion.
The UK government planned a whole range of IS/IT investment for the NHS.
Then UK Cabinet minister and Secretary of State for Health Frank Dobson had unveiled
the UK’s health service seven year IS/IT strategy in September, 1998, perhaps to some
observers, some six months later than expected (Ojiako et al., 2010). Hospitals and
General Practitioners (GPs) were expected to receive a substantial cash boost from the
government’s £5 billion NHS modernisation fund. The detailed 120-page document
(Department of Health, 1998) called for the networking of every General Practitioner
(GP) and hospital via the NHS intranet.
The key goal of the NPfIT was to create a single electronic health record for all
UK residents (by 2005). Key services such as the NHS intranet (NHSnet) would be
funded centrally by government (with the NPfIT programme office monitoring budgets
and expenditure). This approach was adopted rather than a situation where each user
organisation was separately billed, thus promising savings to a health network often
described as too expensive. At the time of commissioning, Frank Burns, head of NHS IT
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Department, suggested that the NPfIT project showed the NHS was serious about longterm and sustainable IS/IT investment. It must however be noted that scholars such as
Maguire (2007), had pointed out that questions on the NHS’s ability to implement large
scale IS/IT systems had always remained an area of concern.

3.2 Research structure
The study was carried out to conform to the principles of participatory action research
(Sarah et al., 2002; Brydon-Miller et al., 2003; Burgess, 2006). This research
methodology (see Figure 1, adapted from Maguire and Ojiako, 2007) may involve
practitioners serving as not only both subjects, but also being able to influence the
phenomenon under exploration (see Grant, 2007).

influences
Research
themes

Phenomenon
under
investigation

Figure 1. Participatory Action Research

Unlike earlier studies where the authors had adopted an interventionist philosophy which
implied seeing to influence the phenomenon under exploration (see Maguire and Ojiako,
2007), in this study, the researcher adopt a role which is more passive (see Figure 2).
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examined
through

requires study of

Documents
Implementation of IS/IT
projects in servicecentric organisations

Figure 2. The Study Philosophy

In order to address the research question, data was collected from historical document
examination (see Table 1), and the cross referencing of specific service. The primary
driver behind the themes being to gain insights into the ‘what’ (Easton, 2010, p. 121), as
relates to the impact of the services agenda on success in IS/IT projects being
implemented within service-centric organisations.
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As our research goal was to reveal the “what” cause of social phenomenon (see
Easton, 2010, p. 121), we classified the emergent concepts from document examination
into maps extracted from reading, thus creating an ontology that modelled the social
phenomenon under study.

Documents

1

2

3

4

5

6

7

8

9

10

11

12

13

14

Examined
Number of Textual sentences analysed
unique

407

418

227

367

244

226

251

380

194

321

350

377

397

238

total

1070

1191

420

979

462

474

593

924

392

742

849

1018

1057

453

Number of words in relevant sentences
unique

917

1008

397

833

429

431

515

803

350

663

742

869

908

420

total

1069

1190

419

978

461

473

592

923

391

741

848

1017

1056

452

Density (based on Statements)
unique

2,25

2,41

1,75

2,27

1,76

1,91

2,05

2,11

1,8

2,07

2,12

2,31

2,29

1,76

total

2,63

2,85

1,85

2,66

1,89

2,09

2,36

2,43

2,02

2,31

2,41

2,7

2,66

1,9

Table 2. Textual Analysis

With the aid of AutoMap, we analysed transcribed interviews from the fourteen selected
stakeholders in terms of the plethora of presented concepts, the number of unique
concepts, as well as the density of the concepts as discussed within the documents
examined. The analysis was focused on specific themes which included ‘failure’,
‘success’, ‘service’, ‘implementation’, ‘delivery’, ‘systems design’, ‘project’ and ‘project
management’.
The results of the analysis are presented on Table 2. From the data analysis, the
authors came up with three interesting groups of themes. The three themes which emerge
(‘Conception and systems design’, Project management’, ‘The politics of projects’), are
drawn from earlier work from Bitran and Lojo (1993) who had developed an analytical
framework that could be applied to examine strengths/weaknesses of service
organisations. In particular, their study had delineated services into three distinct
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dimensions consisting of (i) an internal environment focused on structural competencies
within the organisation, (ii) an external environment focused on competitive threats, and
(iii) the customer. Our interest in this study is on the first (internal- conception and
systems design and project management) and second (external-project politics)
dimensions of Bitran and Lojo’s analytical framework.

4.0 Findings
4.1 Conception and systems design
Articulation of the project objectives of the NPfIT were first made public in the 1998
strategy document paper produced by the UK Department of Health titled “Information
for Health: An Information Strategy for the Modern NHS 1998-2005” (Department of
Health, 1998). The strategy document sought to focus the public on the importance of
‘access to good information’ as a critical element of improving patient care. In summary,
the objectives of the strategy (which the government hoped would be met by 2005)
included the achievement of five major objectives including (i) to ensure that patients can
be confident that the NHS professionals caring for them have reliable and rapid access,
24 hours a day, to the relevant personal information necessary to support their care, (ii) to
eliminate unnecessary travel and delay for patients by providing remote on-line access to
services, specialists and care, wherever practicable, (iii) to provide patients with access to
accredited, independent, multimedia background information and advice about their
condition, (iv) to provide every NHS professional with online access to the latest local
guidance and national evidence on treatment, and the information they need to evaluate
the effectiveness of their work and to support their professional development and finally,
(v) to ensure the availability of accurate information for managers and planners to support
local health improvement programmes and the national framework for assessing
performance. In effect, the strategy document served as the foundation of the UK
government’s attempt to give patients more choice to determine their own future
healthcare.
It is crucial to recognise that these initiatives were pre-dated by a much earlier
launching of the NHS Information Management and Technology strategy (see Murphy,
2004). The Information Management and Technology strategy (IM&T) strategy was
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launched in 1992 to support resource management. The NHS management executive
produced an overall IS/IT strategy within which individual/local healthcare organizations
could develop their own local strategies. Although guided by a set of common principles,
the IS/IT strategy did not dictate implementation strategy. Unfortunately, without clarity
on over design requirements, it became unclear on how individual/local healthcare
organizations would deploy individual systems that will ‘hang off’ the central data
‘spine’ (Ojiako et al., 2010; Ojiako et al., 2012b).
The importance of service design in service delivery is reiterated by scholars such
as Iravani et al. (2005) and Zomerdijk and Voss (2010) who point out that service design
represents the core of service delivery. Adopting a de-centralised service design
philosophy would have serious repercussions for the project in that scholars such as
Wainwright and Waring (2004), do point out that fostering a dichotomous understandings
of IS/IT enabled services emphasising individual roles of specific contingency variables
of service can lead to IS/IT project failure. The situation was particularly compounded by
the fact that many NHS organizations had an IS/IT infrastructure in place before the
IM&T strategy was launched. Aggravated by poor infrastructure auditing within the
NHS, it became difficult, if not impossible, to take advantage of common capabilities that
would have facilitated the delivery of a stable platform for the NPfIT.

4.2 Project management
According to Anderson et al. (2010), by March 1999, barely a year after the publication
of the government’s strategy document, the British Medical Association (BMA), the
UK’s primary professional association for doctors warned that the NPfIT project was
likely to fail due to its unrealistic nature. Concerns were also being raised by local NHS
Trust responsible for service delivery at point of contact that the overall timescales for the
project was unrealistic due to continued confusion and uncertainty among trusty on the
actual implementation schedules (Hendy et al., 2005). Other concerns raised included that
of the British Computer Society (BCS, 2005; Collins, 2007), which related to the
integrity and security of the system. The BMA also expressed concern that NPfIT project
sought to deliver service in an airline-style appointment bookings through the NHS
Direct telephone service (Bennett, 2004; British Medical Association, 2007; Ojiako et al.,
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2010.). Following increased criticism from stakeholders (de Kare-Silver, 2005; E-Health
Insider, 2006), and damming reports by the National Audit Office (NAO, 2006, 2008),
the UK’s independent body responsible for auditing central government departments, the
NHS was ordered to tighten up its implementation strategy by introducing specific
progress targets and an overall business case linking together its disparate elements. The
damning National Audit Office report (NAO, 2011) also produced a litany of criticisms
of the NHS's previous strategy. The NPfIT strategy, it will appear, was repeating some of
the failings of predecessor NHS projects such as the NHSnet and patient numbering. In
fact according to the NAO (2011), “The problems with implementing care records
systems identified in previous ten reports by the National Audit Office and Committee of
Public Accounts have continued” (p. 8).
One key aspect of the project which drew particular criticism from the NAO
(2006, 2008, 2011), was the fact that the NPfIT project lacked clearly articulated means
of ensuring that the project deliverables were translated into benefits to customers. Not
surprisingly, concerns about the pervasive nature of technology (if un-checked or unassessed), encompassing the service agenda remains of interest to scholars. According to
Maguire and Ojiako (2006), Ojiako et al. (2012b), major reasons for failure of major
IS/IT projects within the health sector, is (i) the challenge to balance output expectations
and actual delivery emanating from technology and ever-changing customer requirements
and (ii) the over-emphasise technology at the expense of the human dimension. In effect,
too much technology functionality is deployed without consideration of customer ‘fit’, in
terms of lifestyle, needs and usability. Additionally, studies (see Ojiako et al., 2010),
suggest that in a number of cases, systems developers hold a very parochial view of
‘customers’ as anything except ‘real’ patients. In effect, systems implementation fails to
an extent because of not only limitations with conception and ensuring service design
(Pearlson, 2001: Karwan and Markland, 2006), but also the ‘internalisation’ of customers.
A failure to engage with stakeholders at early stages of the project also affected
morale among key stakeholders (NAO, 2006, 2008, 2011).

By June 2002, The

Department of Health (DoH) requested an extra £5bn from the UK Treasury to spend on
IS/IT - with improving NHS broadband links as its first priority. The extra £5bn was to be
spread over six years from April 2003, roughly doubling the NHS IS/IT budget. This
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meant that there was already drift in relation to cost with almost inevitable drift in
relation to planned timescales. Almost imperceptibly, practitioners, academics, journalists
and politicians had gone from discussing a £2.3 billion project to that of a £12.7 billion
project

4.3 Project politics
By May 2006 another stage of the NPfIT was reached – that of denial with regard to the
failure of the project to meet its original aims and objectives. Although endorsed by then
British Prime Minister Tony Blair (see Computing, 2006), the NPfIT, scholars (Milan,
2005; Randell, 2007; Robertson et al., 2011), continued to cite a plethora of problems
associated with the project. The political importance of the NHS (Collins, 2008; Calnan
and Gabe, 2009), and NPfIT project itself (Pagliari, 2005) would have inevitable meant
that the election of a new government in the United Kingdom (in May, 2010), would
inevitably implied that the project will be abandoned and not surprisingly, within months
of the election of a new UK government, it was announced that the plug would be pulled
on NPfIT. Would the coalition Government lose faith with IT in the NHS? The answer
would be no with a surprising return to a devolved computing philosophy. In 2012, the
Department of Health launched its latest IS/IT strategy document (Department of Health,
2012), outlining a vision for how patient data will be at the core of an integrated,
demand-driven NHS service through “imaginative” local decision-making. The document
suggests that all patient records will be available securely online by 2015 (another revised
deadline for delivery of the NPfIT).

5.0 Reflections on the NPfIT
The study shows complex service systems design and project management factors
impacting the implementation of the NPfIT. The study provides a sense-making device
that will facilitate an understanding of how service value can be created from successful
implementation of IS/IT projects. To this extent, it facilitates the generation of a more indepth understanding of the complex nature of IS/IT implementation within servicecentric organisations.
The reality remains that implementations of IS/IT in service-centric organisations
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cannot be understood by separate examination of organisational and technological
drivers. Thus, the path to the provision and enhancement of service should be guided by
adopting a new perspective to service, such as the Service Dominance Logic (Vargo and
Morgan, 2005; Vargo and Lusch, 2008). A change in the project implementation structure
of an organisation is required if the revised structure will reflect the desired core vision of
the service-centric organisation.
There is no doubt that NPfIT was an ambitious and complex project but it had
similarities with previous initiatives and projects in the NHS. The authors believe that it
would be constructive to judge NPfIT in relation to help and learning that was in the
public domain at an early stage of the project. Failure to learn from these or heed the
lessons may reinforce the view that when the Project Initiation Document (PID) is agreed
it seems that the project team enters a tunnel where they are oblivious to the outside
world and their own particular environment. In the case of NPfIT this was a period of
over 13 years. Issues surrounding time have always been a classic element of problems
with IS/IT service projects in the public sector (Ojiako, 2012; Ojiako et al., 2012a).
There appears to be no real reason why IS/IT projects should take any longer than other
projects. However, there are hints that service oriented IS/IT projects carry enough extra
complexity to make their outcomes more uncertain. Should public sector projects take
any longer than non-public sector project, one may argue there is no reason why they
should take more time. However, by their very nature public sector projects tend to be
large-scale. In many cases they are national projects. They also tend to be dependent on
many diverse stakeholders working together towards a common goal. This was certainly
the case for NPfIT.
Is NPfIT a one-off in relation to being a very large and complex public sector
project. In reality there is a body of evidence to suggest that it is common for these types
of public sector projects to overrun. The £400 million National Insurance Recording
System (NIRS2) was several years late and had over 1,500 unresolved system problems.
The UK Defence Trawlerman had a planned date for acceptance testing of October 1991.
The project was abandoned in November 1996 as it was deemed not fit for purpose. A
common theme is that delays with the implementation of IS/IT projects almost inevitably
puts them at risk of being overtaken by the increasing pace of technological change.
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There is also no evidence that transferring the risk of late delivery to Private Finance
Initiative (PFI) contractors reduces the tardiness of projects.
Reviewing the case study and its consequences in this paper, one key question
remains, how could a public project overrun on cost to the tune of 450%? It will appear
(based on the findings from the case study, that in the first place, project sponsors of
service-centric projects must recognise that users’ commitment is crucial to project
success. At an early stage key stakeholders stated their disillusionment with the project.
Major suppliers left NPfIT at various stages. Secondly, the full implications of change
should have been much earlier denied. The NPfIT was a major cultural change for the
NHS. Education and training, especially of the 300,000 estimated NHS staff that may
use the system appears not to have been fully scoped and articulated. Thirdly, the roles
and responsibilities of the various stakeholders involved with the NPfIT project should
have been clearly defined at project conception. In the fourth place, systems design while
flexible should have emphasised a component-based service architecture that allowed for
the retention of the original spine system design. In the fifth place, the scope of the
project, especially in relation to impact on behaviour should have been carefully assessed.
There is no evidence that this was done. Finally, projects with a considerable service
element should not proceed without undertaking adequate risk analysis.

6.0 Conclusions
Driven by a number of factors including recognition that service-centricity is well
researched, the general perceived lack of interest among service research scholars to
examiner factors that impact on project implementation and poor delivery record of major
enterprise-wide project, the authors sought to utilise a case study to examine the
implementation of IS/IT projects in service-centric organisations and in the process
address the primary research question (What are the key factors that impact on the
success of IS/IT projects being implemented within service-centric organisations?). The
case chosen in this case was the UK’s National Programme for IT (NPfIT), one of the
most ambitious public sector service-delivery projects. Based on detailed document
examination and cross referencing, we find three distinct factors categorised against an
analytical framework developed by Bitran and Lojo (1993) as being the key factors that
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impact on the success of IS/IT projects being implemented within service-centric
organisations.
Thus, in conclusion, the study highlights the complexities of the complex
organisational (service systems and project management) factors that impact on IS/IT
service project implementation. The study also extends previous studies which focused
on the importance of these organisational factors in enhancing service delivery and
innovation by the utilisation of service science as a theoretical lens. In this vein, IS/ITdriven service is conceptualised, designed, and implemented from a holistic perspective,
addressing interrelationships with diverse and established fields. From a practitioner’s
point of view, the study could serve as a sense-making device to those managers who are
conceptualising, designing, and implementing IS/IT-driven projects in complex service
environments through the articulation of the service experience.
As is expected, the study is not without limitations. In the first place, although
case studies have been widely utilised and remain popular in service oriented studies (see
Stuart et al., 2002; Voss et al., 2002; Barratt et al., 2011), because they present a viable
and real-life means of understanding phenomena through the examination fo complex
social imperatives, they are noted disadvantages to their utilisation. This might include
generalisation (Eisenhardt, 1989). Perhaps an aspect of limitation in the use of case
studies that presents opportunities for further studies relates to issues surrounding the
rigour of case study research (Berach et al., 2001). Here some scholars (see Slack et al.,
2004), have expressed concern about not only case studies being retrospective (as in this
particular study), but also being susceptible to construct bias. As such, future studies may
seek to further understanding of the emergent themes through quantitative evaluation, for
example utilising quantitative modelling. In addition, future work may be directed at
seeking to further examine emergent themes through the modelling of relationships
between the emergent themes. Such a model will provide a better picture of the relative
importance and significance and of the proposed relationships.
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